Approved For Relﬁsmfﬂ 826R000600180001-0

CIA CAREER SERVICE BOARD
Special Meeting on Promotion Policy
Tuesday, 20 April 1954
4:00 p.m.

DCI Conference Room

Administration Building

O !
GLASS, CHANGED
NzXT REVIEW DATE:

AUTH: KR P2
. DATE ,___él_g_'ﬂ___ REVIEWER:

Approved For Release 1999/0%-RDP80-01 826R000600180001-0
; ‘i



Approvéd For ReIease‘ﬁSWGR@OGOMBOOM-O

CIA CAREER SERVICE BOARD
Special Meeting on Promotion Policy
Tuesday, 20 April 1954
4:00 p.m.

DCI Conference Room

Administration Building

Present

Lymen B. Kirkpatrick
Inspector General, Chairman

25X1A9%9a
DC PP’ er

25X1A9a W

25X1A%9a
AD/Communications, Member

25X1A9a
DAD/P

25X1A9a
AD/Personnel, Member

25X1A%9a
C/DDP/Admin, Alt. forqnn P, Member
25X1A%9a
8A/DD/I, Alt. for DD/I, Member

25X1A%9a

I

Executive Secretary
25X1A%9a

Reporter

Approved For Release 1 999/09/%80-01 826R000600180001-0

g

}
B -1 ¥



Approved For ReIease%QQlOQIOS%PBO-M826R600600180001-0

+ + + A speclal meeting of the CIA Career Service Board on the
subject of Promotion Policy, convened Tuesday, 20 April 1954, at 4:00 p.m.,
in the DCI Conference Room, Administration Building, with Mr. Lyman B.

Kirkpatrick presiding . . .

MR. KIRKPATRICK: Let's start right in with paragraph 1, "General".

Any differences of opinion on paragraph 17 Mr.-? 25X1A9%a

25X1A9a MR.- Well, Ted and I ere in agreement, Kirk, that whether or
not this thing may be desirable in theory, that in practice it simply can't be
put into effect because we don't have the mechenisms right from the ground up
to put it into effect. The ground on which you have to start on something
like this 1s a system of personnel evaluations which lend themselves to this
gort of treatment, plus some sort of system to make sure that there is some
reasonable uniformity in the Judgments that are made. We have just gone
through the business of adopting a new persomnel evaluation form, which is
very useful 1if it i1s properly filled out and then examined individually, one
by one. But that doesn't lend itself at all to the machine-type of treat-
ment that I think you would haeve to set up for the proposal herein propounded.
Consequently, I think thet at this stage we are going a bit too far when we
try to adopt an across-the-board comparison of individual by individual in
every single grade either for promotion or to fill vacant slots.

MR. KIRKPATRICK: I think, John, that the best thing to try to do
1s to see if we can get e regulation out of what has been drafted and teke it
paragraph by paragraph and see what the controversial matters are. I don't
gather, from what you have just said, that this paragraph 1 on "General" con-
tains anything you would object to. This is just a general stetement. I
think what you start objecting to is paragreph 2.a., the first sentence.

25X1A% wR. [ Toet ie rient.

MR, KIRKPATRICK: Any comments on the first paragraph? Can we
hé.ve at least the achlevement of egreeing on the first parsgraph?

All right, let's go on to paragreph 2.a.

25X1A9a VR I recommend ve eliminate the first sentence from
paragraph 2.a. and go on from there.

25X1A9a MR.-: The only point I would make on that is this: Don't
you think, Ted, thet some day we are going to have to come to this?

25X1A9a MR. I : Some dsy we may, but I should say that that day, based
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on our progress to date and on what is in the mill, is somewhere in the future.
25X1A9a MR, _: You said two years last Thursday and I said I
thought it would be much shorter. We have checked since then on the machine
end of it and provided we get an adjective rating on the PER there is a
very distinct possibility that it will be in the near future.
25X1A9a MR. _ Even if you have an adjective rating in the PER how
are we going to judge between a mass of people with the same adjective rating?
It has to be refined considerably beyond that.
25X1A9a wR. ;1 they ned the same rating, Ted, it wouldn't be an
offer of substitution for the person that was proposed by the office concern-
ed, for the promotion. I can see at the outset, under this policy, we probebly
would offer a substitute candidate maybe in three cases out of ten. I think
most of them would go on through as they do at the present time. But we are
thinking of people that maybe have been with the Agency for some time, that
are in dead end streets, and there are new people who have come in in the last
two years who are going right on by those people insofar as promotions are
concerned. And by virtue of being in a dead end streef those people aren't
getting any consideration whatscever for the promotions that are going in.
25X1A9a MR. HI: For exauple?
25X1A9a MR. Jl: For example, we may have two people coming in from the
same school. One will go into OCD, on initiasl placement, as a Grade 7 librar-
ian. About the most that person could hope for in that job down there would
be a Grade 9, or possibly an 11 over a long period of time. If that person
comes in et the Grade 7 level and his or her roommate at college comes in at
the Grade 7 level in another section of the Agency and 1s slotted against e
Job two or three grades higher then Grade 7, it is conceivable that person
could be an 11 while the classmate who was slotted against & Jjob in OCD would
be there for three or four years in a dead end street. Now this is talking
about vacancies, you mst remember.
25X1A9%9a M. ;1 you ere talking sbout two librariens, that is one
thing. If you are talking sbout an individual who would like to take a job
es a librarien and one who would like to take a job as an operational officer
in the SR Division - you have an altogether different breed of cat there. Your
librarisn can't concéiva.bly, because of the atmosphere he lives in and the
work that he does, be qualifying himself for the next higher grade - as an

operational officer in the next higher grade.
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25X1A9a MR. -: In that case we wouldn't offer that person as &
better qualified candidate than the proposed person being promoted in the
SR Division. That would be a clear-cut case. For a specialist there probé,b—
1y wouldn't be any competition for the job, other than the person himself.

25X1A%9%  wR. [ Vitbin the DD/P srea we are rapidly acquiring both

the mechsnics and cepability to handle that sort of situation.
25X1A9%a MR.-: This doesn't propose to shoot at a person who 1s in
definite training for this job in the SR Division. There is a type of Jjob
Zgg(el'égf see that this would work. I could take some jobs in General

_area, for example, where we are bringing new teletype operators

in and they are going up to a 5 and 6 in no time, while 1n-we have 4's 25X1A8
over there who have been with the Agenc& several years. Now when he proposes

& person for one of those Jobs that has a vacancy, what we propose to do 1is

hire a persoxi at a lower grade and give him to- and transfer a person 25X1A8
25X1A9a

from there to General _

25X1A9a ¥R. JJl: Don't you have the opportunity to do that now?
25X1A%a m._ No, it's not done now.
25X1A9%9a

wR. [ Isc't the opportunity availsble? Doesn't that
transfer or procurement activity have to be handled in the Personnel Office
at some point?

25X1A9a MR. -: Tt is not. It is only possible if he happens to have
a vecancy down there and does not happen to have a candidate of his own for

that position. Now we definitely propose 1f he has & grade 5 teletype

operator--
- 25X1A%a . v e only aifficulty there is that I don't bave

teletype operators per se, they are crypto people and they have had crypto
training. That doesn't engege your argument, but a good man in 00 vwho is

stuck in a Crade L, couldn‘tnta.ke six weeks crypto treining and come in in

lieu of a recruit?’.

MR, KIRKPATRICK: I have two suggestions I would like to make. The

first suggestion is this, thet rether than hang ourselves up in this thing, !

in this particuler sentence, although a large part of policy is inherent in \

this sentence, that we pass on and see if we ere in general agreement on the !

rest of the regulation, and then return to this and consider the question as

to rather then putting this in a regulation at the present time we agree not

to put it in the regulation but do agree to ask the Persornel Office to put
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1t into practice and see how it works in practice. In other words, when a

promotion comes through, say, to a 15, that the Personnel Office look around i
{
at all the 14's and see how that works on a practical basis over a period of }

six months, and see whether in actual practice it comes out the way it should. \
25X1A9a MR,

I think that is quite reasonsble, becguse I think a !
statement of policy this broad and across-the-board is in effect announcing

a policy that it is impossible to comply with.
25X1A9a

MR. - I sgree with you, (indicating Mr. [N, vut 29X1A%a

I also agree with you (indicating Mr. Kirkpatrick) - let's do it.

25X1A9a MR, [l To the extent practical and feasible.

MR, KIRKPATRICK: We are all agreed that ultimately we want com-

petitive promotions, but rather than tying us down and getting us into a
position where it is & regulation that we have to obey, we can have agreement

that it is what we want to do end see how it works out in practice. What do

you think, George?

25X1A%a . JJlJ: velv, T bave to be honest - I would like to stick to

this. We must remember that this seys, "....whemever & position vacancy

exists...." - and I can't see any objection,when any element of this Agency

has a vacancy, to consider everybody within the Agency for that vacancy.

25X1A9%a MR. JJll: Hov are you going to do 1t?

25X1A9a MR.- T can't see why we can't do it, Ted. If we go outside

‘and recruit people for these vacancies why can't we recruit from within for

those jobs? This isn't as if you had somebody in your own office that you

were booming for a promotion.

25X1A9a MR. JHII: This is a promotion policy. This is not a procurement
policy.
25X1A9%9a MR, -: It's tied right in. It says, "....whenever a position

vacancy exlsts, every person in the Agency at the same or next lower grade

possessing the required talents and skills for the position be accorded con-

sideration for selection to the position."

25X1A%9a MR.- To the extent that we have any sort of & basis for

selection, isn't that being done?
25X1A%a MR. -: No, it isn't being done, and we haven't been in a

25X1A%9  position to ask that you or I o o otber element of the

Agency, turn your good people loose for a Job in OCD, or any other element

of the Agency, when you have had two or three thousand vacancies staring you
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in the face.

25X1A9a MR.J: 1t's not true--

25X1A%9a MR, BI: 1t's not true today and it's golng to be less true if
we delay something like this for another two years. We are getting filled
up to where people are no longer slotted against jobs within three grades below
thelr present job.

MR, KIRKPATRICK: Let's yield on that particular matter because we
could spend the entire efternoon discussing that one thing.

The next sentence reads: "The promotion of Agency employees will be
based on consideration of their qualifications and demonstrated abilities in
relation to Agency needs." Any objection to that sentence?

The next sentence: "Every effort will be made to fill newly created
or vacant positions by the promotion or reassignment of qualified Agency em-
ployees before external recruitment is undertaken." Any objection to that?

25X1A9a MR. : Yo, sir.

MR. KIRKPATRICK: Paragraph 2.a.(1l): “Employees who have completed
the minimum Agency experience requirements specified herein, will enter the
zone of consideration for promotion a.nd be considered for promotion at least
once each year thereafter."

25X1A9a MR. BBEI: Moy I ask about the implications of that, Kirk? Does
that mean that only at these periodic considerations mey an individual bei
considered for promotion?

25X1A%a MR.- It guarantees at least by that time.

MR. KIRKPATRICK: That is the minimum guarantee.

25X1A9%a MR. -: It guarantees, Ted, that we will set up some sort of
tickler file to make sure that every one who was in this area would at least
have a file review and be given some type of consideration to see whether or
not they are not dying on the vine in some remote corner of the Agency.

25X1A9%9a MR. J: This is not a restrictive feature?

MR, KIRKPATRICK: No, not at all.

All right, paragraph 2.a.(2). I think we can just pass over that
because it ties right in with the first sentence that we were arguing about.

Paragraph 2.a.(3): "Promotions will be limited to one gré.de except
where double-grede stages have been established as the normal progression
within the grade range GS-5 through GS-1l.

25X1A9a MR._ That is a tough one, as I have found out. I
Approved For Release 1999/09/08_:5C|_A-RDP80-01826R000600180001-0
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decided that the transition from a 7 to a 9 was from an enlisted man to a
warrant officer, so I made it a rule that normally it would be 7, 8, 9,
unless there were some very extenuating circumsta.nées. That caused a terrific
upheavel in my orgenization, but I beiieve in it. I believe it should be one
gre;de -7, 8, 9.

25X1A9a Mr. -: Cur classification people are more end more bring-
ing in the 6 and 8.

25X1A9%a MR. -: On the other hand, there are gquite a number of places
where actually there are no 6's and 8's.

25X1A%a MR, _ Those sre considered on the merit of the particular
case, the place where he has to be assigned, and so forth.

25X1A9%9a MR, l: so if ve made it a one-grade step in certain areas
nobody would ever be promoted.

25X1A%9a MR, -: It says, "....except where double-grade stages have
been established...."

25X1A9%a M. JJl: 1 ves svesking to General McClelland's comment that
he thought we ought to stick to the 7, 8 and 9.
25X1A%9a MR_ I believe in this proviso but I believe we can get
ourselves into a lot of trouble.
2525X1Aga MR Gereral [ specifically asked us to establish
X1A9a

a series of jobs in his Office with that one-grade progression. It is diffi-
cult for us to establish some of these jobs and distinguish those in the two-
grade step, let alone getting down to--
25X1A9%a MR._ They have all come to believe they can do the
double Jurp. 25X1A9a
25X1A9a MR.-: Herry asked me if there was any legal objection to not
using the double-grade. We don't normally do it. This doesn't propose that
every series of jobs would run from 3 on up through 13, with every step and
every grade within that. We would still have the 5, 7, 9 end 11.
25X1A9a &, ]l vitv tve ceiling getting tighter it is better to
let a man go from a 7 to a 9, rather than waiting a long time to go to that 9.
25X1A9a WR. JJJl: Oce other comment I have on this one - do we want to
meke just this flat statement or do we want to leave some room to maneuver in?
We do have cases--sometimes in the senior grades, too--where double jump
promotions are quite warranted and have been given. One case I know was &
triple grade - and I think i1t's quite all right.
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25X1A%a MR, BEELH: The exceptions are in paragraph 7.  Anything in here

can be excepted - policies, requirements or procedures.
25X1A9a MR, [l xirk, I'm sorry but I will have to excuse myself. But
before I go I would like to polnt out that Parsgreph 3.a. when read in
conjunction with paragrsph 3.b. has the effect of cutting out the present
and contemplated Career Service systems in the DD/P area and throwing it all
beck on the area divisions, which I don't think anybody intended to do.
25X1A9a MR. H: I have that noted here.

25X1A%9a . s o Mr. - retired from the meeting . . .
'

MR. KIRKPATRICK: Now you feel that paragraph 7 establishes sufficient
exceptions right across the board?
25X1A9a MR. l: Aoy exceptions in the whole regulstion.

MR, KIRKPATRICK: I think parsgraph T.c. covers your point, Ted.

25X1A%a MR. -: It was designed to. Whether it does or not, I don't
know.
25X1A9a MR.- And should we say in 7.b. - or 4o you want to wait

until you gét there? All right. Because I have objection to one word there.
I am in general agreement with the fact that our promotion should
be step by step progression as long as there is some room for maneuvering.
MR. KIRKPATRICK: Any other comment on that?
Now, parsgraph 3.a. I'm not going to read it. 1Ies there any question
on operating officials?
25X1A9a W Ye®: the use of the term “Area Divisions". The
Chiefs of the Ares Divisions do not have career service mechanisms, only the
Chiefs of the Senior Staffs.
MR, REYNOIDS: So you want to omit "....and Area Divisions...."?
25X1A9a MR. JJ: Yes, vecause it doesn't fit the contents of this
paper.
MR. KIRKPATRICK: Any other comments?
25X1A9%a MR. Jl: This is an official definition of an operating

official.

25X1A9a
MR. : Thet mey be but it doesn't fit this paper because

our Career Service Boards are geared to the Chiefs of the Senior Staffs and

not in any way to the Area Division Chiefs.
25X1A9%a

25X1A9a MR.- Can't_mke & recommendation for promotion?
Approved For Release 1999/09/08.: £1A-RDP80-01826R000600180001-0

SheRet=



Approved For Releas&™999/09/08 : CIA-;DP80-01826R090600180001-0 |

”

25X1A9%a
25X1A9%a

MR.J: Be can mske a recommendation for promotion, yes.

v JJJl]: Toet 1s a1l this says - he 1s an operating official.
(Reading) “"Supervisors at all levels are responsible for considering the
promotion of employees under their jurisdiction and for making recommendations
to operating officials concerning the promotion of .individual employees
according to the provisions of this Regulation."

25X1A9a vl But eo on to b.(1) - "....the Operating Official who
heads that component has responsibility for reviewing and recommending pro=
motion requests and submittiﬁg them to the Assistent Director for Personnel.”
That doesn't fit the situstion at all. All of our promotion requests come
from Career Service Boards which are headed by Chiefs of Senior Staffs. So
for the purpose of this paper, if the wording is to remain the same the term
“aves Divisions" hes to be eliminated from 3.a. We don't get any recommenda-
tions for promotion from Division Chiefs.

25X1A9a MR_: This says that when an employee's career designation
corresponds to the organizational component where he is assigned, then the
Operating Offieié.l who heads that component has the responsibility for re- 25X1A93

viewing and recormending promotion. Take _ again, as an example -

he would not fit this case because he does not head a Career Service Program 25X1AQa

and does not have people with an NEA career designation. Generel _

however, does. He is an Operating Official and is the head of his own career

service and will be responsible. He fits both definitions, whereas Kim only

fits the definition of Operating Official with responsibility for recommend-

ing. This says, "....the organizational component where he is assigned...."
25X1A9a MR, JIIE: Ob, I see. You are getting down here to bv.(2).
25X1A%a MR. [l Teke Jim Garrison, for example - or Matt Baird would

be another case. He has his own Career Service and his people are coded to

bim, so he is an Operating Officisl and is at the head of his own Career

Service.
25X1A9%a

25X1A%a vz. S ' ou1d e an Operating Official under

b.{2). Isn't that right, George?

o5x1A9a0 2 I8 ent, Geors
MR. - Yes.

25X1A%a wr. i: A of tbe Area Division Chiefs would fit in 2.b.(2).
25X1A%a MR. - It's all pitched to the career designations.
25X1A9a

MR et is right. Teke [ 25X1A%

MR. KIRKPATRICK: I wish you would teke somebody else because he
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just changed jobs. (Laughter)

25X1A9a MR. -: In Jim Garrison's case, where the employee career
designation does not correspond to NEA - because there isn't any such thing -
he recommends to the Career Board concerned. For an FI man his recommendetion
would be to the FI Career Board that the promotion be processed. If he is
recommending that his Personnel man be promoted--

25X1A9a MR.-: Why meke this so complicated?
25X1A9a
vi.JHE: Ve sre trying to spell it out to make it clear.

25X1A9a MR. - Why list all of the Operating Officials? Why not
Just require that it be sent through the normal chain of command or commni-
cations to the Career Service Board to which the individuel is designated -
meke it that simple. Couldn't we do everything we have in 3. and Lh.a. and b.
in sbout two sentences? Then nobody would be confused. Isn't that really
vwhat we are saying - that promotions will be processed from the initiating
supervisor up through his normel chain of command to the appropriate Career
Service Board? Everybody will understand that.

25X1A9a w. B T don't think it has been finally determined that in
each instence a Career Service Board will be involved in this. There is a
Task Force working now on suggested responsibilities.

25X1A%9a MR, [l: Are vou eoing to take this in terms of what may happen?

25X1A9%9a yz. JIII: If this s teken in the context of what we are doing
today, the Career Service Board is a staff Office of the AD, and he can use

it as he sees fit.

25X1A%9a MR. Jll: Ever in that context this pasper is wrong, then.
25X1A9a MR. JEEEEE: This didn't go to Career Service Boards.
25X1A%a ¥R, [JJl: Yes, it does. In either event they go to the Career
| 8ervice Board.
25X1A9a MR. J: Technically they go to the head of that Cereer
gervice, but it's up to him whether it's referred to the Board or not.
! 25X1A9a R, JEII: ALl rieht, I would accept that change - to the head
of the Career Service component.
25X1A%a .MR._: That is the way this is supposed to be written.
25X1A9a MR, J: 1 still think you can do it in one sentence.

MR. KIRKPATRICK: Maybe we can't with this divergence in systems
across the Agency. Why don't we play with this as we've got it? If you

want to strike "Area Divisions" why I would~-~
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25X1A9%a
MR, - Well, Area Divisions fit in except that as suré as

God made little apples a nunber of people are going to be confused, just as
25X1A9a I wes initislly, and _ still is. But if we use the heads of Career

SerQices-—
25X1A9%a MR“-: If we change it that way, that does it.
25X1A9%a MR. [ Ve baven't mentioned Career Boards.
25X1A9a MR. Bl Parecreph c. says that - Career Services.

MR. KIRKPATRICK: We are still hung up on 3.a. - operating officials -
from the question of whether Area Divisions ere operating officials.

25X1A9%9a MR. J: From the context of this paper in b.(1) and b.(2) -
that is & proper definition.

MR. KIRKPATRICK: No further comment on Operating Officials?

Paragraph b. - Heads of Csreer Services? 3.b. is all right with
you, Ted?

25X1A9%9a MR, [  ves.
MR. KIRKPATRICK: Paragraph 4. - Supervisors. Any comment on k.a.?
On 4.b. - Operating Officials?
25X1A%a MR._ I thought “"recommending promotion requests" was
a8 little bit redundant. A promotion is a recommendation per se.
25X1A9a MR. H: Yes.
25X1A9a MR.IEEE: Just put an "s" on promotion and scratch out the
"requests".
25X1A9a MR, [ Test will do it.

MR. KIRKPATRICK: Any further comment on the first sentence?

The second sentence: "Promotion requests which are not favorably
considered by the Operating Official need not be submitted to the Assistent
Director for Personnel." Any disagreement on that?

25X1A9%a MR. I To vack up for just a minute - in this first sentence

I'd say "for reviewing and recommending promotion actions". The grammar is
a little better. We don't review promotions.

25X1A9a MR. : You review the actions.

25X1A%9a MR._ I had & thought here. Whenever I make a recommende-
tion for e promotion to the Assistant Director for Personnel it implies that
I haveireviewed all of the people who have qualificetions for this job and that
I have selected the one best qualified. I don't know whether thie is the time

- 10 - .
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to put that in or not, that the Operating Official has reviewed all people
who have those qualifications and that he has selected the one best qualified.
We are getting down to the point where 1t is "best qualified" and not just
"qualified" - because of the lack of head room.

25X1A9a : MR. -: I realize a lot of things happen around here but to

me, at least, that is an inherent responsibility of any supervisor, to pick
his best man. 25X1A9a

MR, _ It's not always done.

25X1A9%a MR. -: But the fact that it is not always done - by the fact
that we require a statement to that effect we may have altered an actual
situation where an individual isn't going to pick his best man automatically.
25X1A9a MR._ It would probebly keep him in line. I Jjust threw
it in. It was good for the troops.
MR. MELOON: It makes good reading.

MR. _ It's good for the troops to know that the guy
gelected is considered the "best" quelified. A lot of them figure, "Well,

25X1A9%9a

I've been in here for two years and I em entitled to an 11."

25X1A9a M. Bl I certainly would have mo cbjection to the inclusion
of that statement.

25X1A9a . [ e peve to pick the "vest" qualifiea, mot just
"qualified".

MR, KIRKPATRICK: Where would that go in?

25X1A9a MR. -: "....and recommending promotion actions of those
best qualified and submitting them to the Assistant Director for Personnel" - is
that what you mean, General?

'25X1A9a MR ;o oot Just add e peragraph (3) to b. - because you
have what appear to be two different channels.

25X1A9a Rl - voraine 1 ned ves that operating officials

or recommending officials be required to state that all employeee with the
required qualifications for the position have been considered for selection
to this position.

25X1A9a MR, il Vi1l the supervisors have the resources to do that,

though? 25X1A9a

MR, - When I recommend it that is what I mean, that I
bave picked the man best qualified in the whole Communications Office. Of

- 11 -
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course, I don't have access to the others.
25X1A9a MR_: Of course, we tried to cover it for the whole Agency
back in (2) when we said, "....only after his qualifications for the position
have been compared with and found superior to those of all other qualified
employees of the same grede...."
25X1A%a . N T do='t meke & Point of it, but I thought it vould
help the people in the field to reslize that it 1s now "best" qualified rather
then Just "qualified".
25X1A%9a M. JI: You're getting into the field of inherent responsi-
bilities here. If we can't expect that as an autometic response from the
supervisor writing it, then-- | '
MR, KIRKPATRICK: But it might have quite a psychological effect.
T would sort of recommend that we meke that b.(3)-

25X1A9a 2. BB 1t certeinly doesn't detract from the thing.

25X1A9%a

MR. _ I'm getting to the point now where I have 10
people qualified for 3 vacancies and I have to go down and pi(;k the fellow
who is head and shoulders above the other fellow. The others don't look at
that very favorably, but now we are picking the man who is outstanding.

25X1A%9a MR. J: The one who is "pest" qualified.
25X1A9a NB_ And so you will pass over people.

MR. KIRKPATRICK: Let's go on to the second sentence of b.(1) -
"promotion requests which are not favorably considered by the operating
officiel need not be submitted to the Assistant Director for Personnel."

_ b.(2) - "In those cases when en employee's...."
25X1A%a vR. J: Excuse me, Kirk. Did we take Ted's amendment -
"recommending promotion actions'?

MR. KIRKPATRICK: Yes.

b.(2) - "Iu those cases vhen an employee's career designation does
not correspond to his assigned organizational component, the Operating
Official who heads the component to which the employee is assigned will
review promotion requests and reconmend action to the head of the employee's
career service. The head of the employee's career service will review such
requests and recommend action to the Assistant Director for Perst;nnel."

Any disagreement with that?

25X1A9%9a MR. ;I presure that the last sentence of b.(1) is assumed

to also apply to b.(2)?

Approved For Release 1999/09/08 : C{&-RDP80-01826R000600180001-0
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MR. IC[H(PATRIéK: Yes.
25X1A9%a MR, J: Oh, no - wait & moment. Here again we run into this
confusing factor. In b.(l) we refer to the head of the Career Service as the
Operating Official and state that he need not submit the requests, and then in
b.(2) we refer to him as the head of the Career Service and don't say anything.
25X1A%a MR : 1 don't think it does apply, epd I want to say why. In
25X1A9a the event a promotion action comes in from someplace in the Far East on one

25X1A9% of |G or>10y<e5, 1t [ cocso't ssree with 1t I still think

thet Garrison should see thet recommended action on one of his employees.
25X1A9a MR. -: b.(1) says he need not.
25X1A9a MR. HEEER: No, it does not. In case his career designation corres-
ponds he is both head of the Career Service and also the operating man in that
25X1A92a case. In b.(2) -J:c not the head of the Career Service for
Logistics, for example, so someone from & lower echelon would recommend one
25X1A9a  of Garrison's pecple for promotion and_ could stand there forever.
25X1A%a R. [l I et that. My point is that down here in b.(2) we
don't say the head of the employee's Career Service need not send these things
to the Assistent Director for Personnel if he disapproves the request.
25X1A9a MR._ I agree. It says even if they disapprove, he will
recommend as appropriate.
25X1A9a MR, -: So up here you refer to the head of the Career Service
as an Operating Official in b.(l) and say that he may in effect disapprove
promotions. Down here you refer to him as the head of the Career Service
and say that he can't disapprove promotions. What is the difference?
25X1A9a MR-: No, we don't, Ted. Could I give you an example? In
25X1A9a the first case General_ is a typical example of the operating man.
He is not only the operating official of Commo but he is also the head of his
25X1AQ9a own Cereer Service, and if he turns down one of his people we are not interest-

ed in seeing that action because we believe that General-is the

man who seys whether or not his people should be recommended for promotion.
25X1A9a

Now, in the next case, however, if Gener had anyone in his shop

with a career designation other than Commo, which he doesn't, but if there

25X1A9a  yas & PE man in General | s:ice and one of his supervisors at a

lower echelon recommended that man for a promotion - _ may 25X1A%9a

recommend one of his people for promotion while Gener: may not

- 13 - 25X1A9%a
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want that promotion to go through, for obvious reasons. In that case he
25X1A9a
8till should.send thet to_
25X1A9a MR. I Thet 1s covered in (1).
MR.- No, 8ir. This one down here doesn't correspond.
MR. KIRKPATRICK: I think it's perfectly logical.
25X1A9a
MR_ We bad one recently on two personnel boys in the Far
25X1A92 East. They ceme through and NN didn't believe they should be pro-
moted. Now he didn't stop those right there, he sent them up to us and our
25X1A9a  Career Board went over them and we egreed with B oot they should
not be promoted, but we might not have agreed with him.
25X1A%a WR. I But I think the way this Regulation is worded we are
going to get into all kinds of confusion. I don't understand it.
25X1A9a MR._ Let's say I have & PP man with me and I think he
is a hot shot and I recommend him to the PP Steff. This requires that the
PP Staff forward that to the Aesistant Director for Personnel even if they

dén't agree. Isn't that the point you are making?

25X1A9a - MR. : I thought it was.
25X1A9a 'R. QIR Freckly I don't know.
25X1A9%9a

MR. JIIE He<'s the hesd of that career designation - so there's
& qQuestion if he shouldn't have the right to kill it.
25X1A%a
' MR._ That is consistent with (1).
25X1A%a MR, JJH: In other words, the promotion requests which are not
favorably considered are killed by the head of the Career Service who is also
the Operating Officisl. Now why shouldn't he have the right to kill it under
b.(2) as head of the Career Service.
25X1A%9a M‘R.- I don't think it Mes much difference, because
the head of the Career Service will forward it to you and sey, "I disspprove
of this recommendation” - and then you wouldn't take any action on it.
MR. KIRKPATRICK: I'm not sure.
25X1A%a
MR._ (1) and (2) are not consistent.
25X1A%a MR. J: I think we could take this and say it in a few
sentences. I think if we put this thing out we will be compounding confusion
in the Agency - the way this thing is worded. It's complicated.
MR, KIRKPATRICK: The unfortunate thing 1is - so is our Career
Service system right at the moment.
- 14 -
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25X1A%9a MR. J: But I do think channels of commmication are quite
clear and it could be quite simply stated.
MR, KIRKPATRICK: I am not opposed to rewriting it if it could be
rewritten more simply. |
25X1A9a MR. J: I think if we make one simple statement thet recommenda-
tions for promotion will be channeled through the normal channels, through
the head of the Career Service of the individual concerned, that mekes sure
thet these things get to the responsible, top Career Service officisl, and
et that point they may either recommend or disapprove. Then everybody will
clearly understand what the channels are and what the authorities and respon-
eibilities are. I still tﬁink you cen do it in two sentences rather than with
two pages which tend to confuse.
MR, KIRKPATRICK: Well, let's move on, Ted, with your recommendation,
shall we say, "pending"?
25X1A9%a MR. R Rient.
MR, KIRKPATRICK: It seems to me we are hung on the last sentence
of sub-paragreph (2).
25X1A%a MR. -: Are we completely agreed on what happens in certain
circumstences? If both the head of the component and the career designation
head - when the two are different? If they both agree it ought to be reject-
ed does it have to go to Personnel? According to this it would.
25X1A9a MR. -: Can't you put after "....review such requests and
recommend action...." the words "unless unfavorably considered"? Let's
insert those words.
25X1A9a MR. lJ: Ov the other ha.nd,v as George says, if one wants it one
way and the other the other way then, from George's point of view, it should
go to the AD.
25X1A9a MR. ll: That is the way I figured.
MR. KIRKPATRICK: I am inclined to think it should go to AD/P just
as a reviewing factor, where a fellow is eplit between two offices.
25X1A9a MR. Il I other words, you think the Personnel Director
ghould act as referee between the Chief of an Area Division or my Office and
the Chief of the Administrative Career Service Board involved if such a cese
should come up where there were two different opinions.
MR. KIRKPATRICK: I think it would probably create the impression
- 15 -
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that an employee wasn't going to be arbitrarily dealt with.

25X1A%9a MR. -: Then what do we have the Career Service Boards for?

25X1A9%a

25X1A9%9a

25X1A9a

25X1A9a

I thought they were going to be objective.

MR. KIRKPATRICK: The point is that the Career Service Boards -
well, use any one of the examples we have had so far, say that somebody in
Garrison's shop who is working in the Fer Bast gets a recommendation there
and the logistics Career Service Board turns it down for reasons unknown.

MR. [JJll: Surely not for "reasons unknown".

MR. KIRKPATRICK: But they would obviously not have any direct '
knowledge of his work in the Far East except through their particular channels
and reports. But the people he was working with out there - FE or whoever
they may be - think he has done such an outstanding job that he' should get &
promotion. His Career Service Board turns it down. Wowld it not make the
employee feel that there is a check and balance system if it were reviewed
somevhere?

MR. _ I would obJject to that. The ones I have of this
type ere s small, one-man station in South America, very close to the Station
Chief. The Station Chief thinks he is & pretty fine guy. He comes in and
recommends, without knowing anything esbout my Office, he strongly recommends
that hewbe made & 9. And I lodk at it and I turn it down because this boy
has only been in the service & year and g half and it would psss him over a
lot of his contemporaries. l

MR. KIRKPATRICK: From a practical point of view the AD/Personnel
18 not going to be in a position, in many instances, to over-rule the Career
Service Board.

R, ll: Thet ves the point I was ebout to make. What is there
inherent within the Personnel Office to make them qualified to decide between
the two? How are they going to determine that?

MR, KIRKPA'I‘RICK:. That would prevent more people from coming to the
IG.

M. lll: That's not joking. We have a case of a boy right
now with a logistics cereer designation, working in the Far East. The field
has recommended him for promotion from 7 to 9. The FE Administrative Office
approved it and Garrison's Board has turned him down. Now the FE Personnel
people have called me and asked me if T would please review this case. They
find that the Logistics Office in turning him down has used an old Civil
Approved For Release 1999/09/08 ; ¢4A-RDP80-01826R000600180001-0

SEERER



Approved For Releas®#999/09/08 : CIA-RDP80-01826RQ80600180001-0
SteRE—

Service standard, and that the same standards aren't used aga.inét those people.
5o they want to know, is this man, in our estimation, qualified for the job
or not qualified for the job? And if we don't review such cases I don't think
Harry is going to say, "Well, I over-rule this Board" - and they are going to
put the promotion through without coming down and discussing it with the head
of the Office, and we may find out they may have a lot of reasons that are not
cbvious.

25X1A%a MR. Jilf: If you bave en FI recommendation from the Division and
the FI Board rules it out then it goes to the Personnel Office?

MR, KTRKPATRICK: No, becsuse that applies under (1).
25X1A9a vz, I If tbe FI man is in FE.
25X1A9a MR, JJl]: It's exsctly the same situation.

0

MR, KIRKPATRICK: Take the Area Divisions out again.
25X1A9a
MR. [Jll: Vbet you are going to do, in my opinion, at least in
the DD/P area, if you establish a thing like that, you are going to set Career
Bervice back sbout a year. You are going to create ferrible frictions. I ‘
think you know that from your own experience.
25X1A%9a MR_ If I can't settle with the AD I think I'll be on
the doorstep in the morning. I wouldn't object to that.
25X1A9a MR. BB I don't think we would insist on promoting him over
your objections but we might try to work out a deal with you. If he is
persona non grate in your office we might say, "Would you consent to release
25X1A8  yyp t:-in this cese?" Then the fellow feels, at least, that his case
has been reviewed somewhere along the line.
25X1A93a MR._ We have had a lot of cases where people close
to their supervisors induced them to meke recommendations which are all out
of line.
25X1A9a MR. [ Toey ere going to wind up with us, Ted, or with Kirk
and he will refer them to us.
25X1A%%a MR. JBIlll: For some cases I have actually been acting as a
buffer between the Career Service Board - and I think falrly effectively, but
there will always be a certain amount of argument in some of these cases.
MR. KIRKPATRICK: I agree there would be cases that would be a
1ittle "sticky", shail we sey? '
25X1A9a MR, -: As & practical matter we are not going to tura dowmn
25X1A9a ¢ recommendation from you or | vithout saying to you, "Now look, this
Approved For Release 1999/09/08.. @1A-RDP80-01826R000600180001-0
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is the only thought we have in this matter. Does it hold any water?"
25X1A%a MR. VNN You referee. Actually, within the DD/P the referee
ie the Career Service Board. The senior Cereer Service Board down there
takes over.

MR. KIRKPATRICK: Well, let's proceed from this point. I'll mark

thet as stlll controversial.
25X1A9a vR. JHI: Very controversial.

MR, KIRKPATRICK: Paragraph c¢. - Heads of Career Services. Is there
any comment on the definition of heads of Career Services?

Peragraph 4. - the Assistant Director for Personnel. "The Assistant
Director for Personnel is responsible for: (1) Continuous evaluation of the
Agency's promotion program. "  Any objection?

25X1A9a MR._ It ought to be stronger, - insuring compliance
with the Regulation.
25X1A9a we. Il 12 Like to see that in there.

MR. KIRKPATRICK: Any objection to putting it in there?

25X1A9a . I Hov do we go about it?
25X1A9a MR, KIRKPATRICK: Insuring compliance?

MR. _ That is how he goes sbout it in reviewing promotion
actlons.

MR. KIRKPATRICK: Let's leave that sub-paragraph with "insuring
compliance with this Regulatlon by the continuous evelustion"?

25X1A9%9a - MR, HEEEE: Teir enough.

MR, KIRKPATRICK: Any objection to that?

] Sub-péragraph (2), “"Aesisting officials at all levels in carrying
out their responsibilities in accordance with this Regulation." Any objection?
25X1A9a MR. J: Yo.- Paragraph (3) is still quite controversial.

MR. KIRKPATRICK: (3) we will pass.

Paragreph (4), "Recording end disseminating the qualification re-
quirements of all Agency positions to be used as the basis for reviewlng
promotion requests." That is part of your present responsibilities anyway,
i1s it not?

25X1A9a MR.-: Right.
MR. KIRKPATRICK: 5. - Promotion Requirements. 5.a. - Agency

Experience Requirements. Yan employee will enter the zone of consideration

- 18 -
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for promotion when he has served in his current grade for the appropriste
period as indicated below.” Any cbjection?

25X1A%a WR. B Moy I comment on this one? Kirk hates to have me
come to a meeting, I know. This goes back to my previous poix_at of when may
we recommend people for promotion? If this meens literally what it says, I
see no objection to 1t, providing thet our previous discussion is still valid,
that arriving in a zone of consideration is not necessarlly a basic criteria
for a promotion recommendstion.

MR. KIRKPATRICK: That is the very strong feeling of the entire

Board, that somebody may arrive in e zone and he may be in thet zone for five

or six years, without getting Penalized, before he even gets promoted.

25X1A%a MR. Jll: But be will be considered once a year.
25X1A9a
MR, -: In other words, the time-in-grade provision is not
8 hard and fast requirement before you recommend somebody for promotion. That
is what I am getting at. If there is flexibility in that, I buy it.
MR. KIRKPATRICK: Sure.
25X1A9%a MR.: I'm not sure I understand. You won't recommend before
this period?
MR, KIRKPATRICK: Except as an exception in paragraph 7.
25X1A9a MR. : 1If this is going to be a hard and fast criteria.

Personally I think demonstrated qualifications are the proper basis, regardless
of time in grade. But if there is enough flexibility to live with it, I won't
object.
MR, KIRKPATRICK: One would presume in most of these that months
of experience are almost necessary in each instance io determine whether an
individual is qualified for the promotion.
25X1A%a MR. l: For the general average.
MR. KIRKPATRICK: But exceptional pe@le you might see in the first
five days.
25X1A%9a MR.BE: But it is felt that exception "c." would take care of
any time in grade.
25XTA9a MR._ I have had some experience with this, but mine are
& little different than this. Thet made every one settle down and realize
they are going to be considered but they can't high pressure a supervisor.
25X1A9a MR. -: It can be used as & weapon. On the other hand, it has
this invidious effect, end I particularly saw this in the Army, that the
Approved For Release 1999/09/08 lSCIA-RDP80-01826R0006Q0180001-0
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blasted thing can come around to being the single criteris for a promotion.
MR._ We have hed to combat that. All this meens is
that you will be cqnsidered. This doesn't qualify you for promotion. In a
small organization like mine you can do it, where you couldn't do it in the
Army. They had their applications on the desk six months after they were
promoted the last time.
25X1A9a MR. ] Ve bave to watch that so very closely. But this has
& place if it is administered properly.

MR, KIRKPATRICK: Any comment on the periods in grade?

The next sentence: "The Office of Personnel will furnish the head
of each career service a monthly listing of all members of the career service
who have entered the zone of comsideration." Any comment?

MR._ I have & comment. That is nice but we do it any-

way. It's an added burden, but maybe it's good for other people.

25X1A9%a

25X1A9a MR. ;I think it's good for the great big components.
MR, KIRKPATRICK: Why don't we say, "The Office of Personnel, when
requested, will...."?
25X1A9a MR. J: 1'S like to get it automatically.
25X1A9%a YR 1 con't object to 1t. I just thought it was

duplication. I have e machine run on mine.25X1A9a
25X1A9a we. T xoov ||| - rechive rn on b,
and OCD has, too. I think we should have a ﬁmachine run for the whole Agency.
25X1A%a MR. J: It's a question of who 1is duplicating who in this case.

I have to say it. (Laughter)

25X1A%a vR. [l : sevee with you. You do it and I'11 check on
you for a few months and then I'll drop it. 8o far we have found out all

your figures are different from ours.
MR. KIRKPATRICK: I do think this will sharpen everybody.
25X1A9a MR. R Ve vould like very much to have this automatically.
MR. KIRKPATRICK: I know that thing I did on consultants, I think
that sharpened a lot of people up because of a number of discrepancies as
between your office figures and the opersting office figures - the number was
quite large. Well, we won't get invidious.
25X1A9a MR. Il 1t's DD/A that makes the runs.
MR, KIRKPATRICK: Your advertisemen;b is noted. (Laughter)

- 20 -
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Peragraph 5.b. - Existence of & Suitable Pogition. "Formal action
requesting the Assistant Director for Personnel to promote an employee will
be initiated only when a position of higher grade is available through: (1)

The existence of a vacancy in an esteblished T/O position, (2) The establish-
ment of a new T/0 position, (3) The reclassification of the employee's current
Position in recognition of an increase in his duties end responsibilities.
25X1A9a " MR. IEN: s there any conceivable way that a promotion vacancy
can ﬁe created other than these three ways? l
25X1A9a MR. H: cowdn't you ever get an action without them going
against something?
25X1A9a :
MR_ I can think of one - & msn who never was. There
25X1A6a 15 a T/o for- which doesn't exist, and I msde a recommendation for s man
out there end they said, "No, he can't get it because a slot doesn't exist."
MR. KIRKPATRICK: He hasn't hired me.
25X1A%a MR.II: 2 siot doesn't exist.
25X1A9a MR. |l You mean this is the T/O that never was.
25X1A9a MR._ Yes.

MR. KIRKPATRICK: We don't want to put that in here. We might bresk
down some of the wmorale that we have.

Sub-paragraph 5.c. - Qualifications and Demonstrated Ability. “An
employee must be fully qualified to perform the duties of the position to
which his promotion is recommended. Promotions will be based on the employee's
qualifications or demonstrated ability to perform work of a higher grade as
evidenced by a current Personnel Evaluation Report of official record."

25X1A9a SH »
the individusl for the sins of his supervisor, and, damn it, it's not fair.
25X1A9a v, [ thick 1 heve & vey eround this. I think that if

that Personnel Evaluation Report were current, within 90 days, or, as I do, I

This is where I stumble badly. Here we are penalizing

send a pouch out to the field and say, "We are considering so and so. He is
within the zone of consideration. What are your latest considerations on him?"
MR, KIRKPATRICK: What Ted is saying is that 90 per cent of the
personnel in the field couldn't be promoted today if this went into effect.
25X1A9%a MR.- And that that 1s the Agency's fault. There is no

requirement that we have PER's, and we haven't made 1t possible to make them
25X1A9a

on our pedple.
e, IS I think this is a good basis, but it shouldn't be
Approved For Release 1999/09/08 »€1A-RDP80-01826R000600180001-0
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the only criteria.

25X1A9%a MR. BB And our people who ought to be promoted and ought to
have the first consideration for every vacency that exists, are just ruled out
automatically by this.

MR, KIRKPATRICK: Shouldn't we put somewhere in this Regulation
thet in submitting & promotion request the PER will be submitted simultaneous-
ly?

25X1A%a R J: Kirk, they don't have eny PER's in the field. They
don't have any form, or any guidance, or anything. And that is our fault.
25X1A9a MR_ We can ask for a current recommendation for a

men. You remember we agreed on an in-step promotion, when he comes up for

an in-step we query the field.
25X1A%a MR. -: For months I've been beating on tables around here.

I have been in your office, to Red, to Personnel, to everybody, trying to
get something out to the field on this personnel evaluation program, - even
if it's pretty bad, - something, and there is still nothing. ‘

MR. KIRKPATRICK: I think from a practical point of view I would
recommend deleting the underlined portion at this time, until we get the
system working. Just end that with "higher grade".

25X1A%9a v A0 right.
‘ MR, KIRKPATRICK: The next sentence: "When an employee is being

considered for promotion to a position covered by a position standard pub-
1lished in Handbook 20-220-1, the qualification requirements contained therein

25X1AQg Will be used as a basis for evalusting his qualifications."

. I e zenovoox 20-220-1 wp to aater

25X1A9a MR. JEEE: Thet is a very large thing, published in sections.
25X1A%a vk, JIB: 1t vwill teke us, I think, three years.
25X1A9a MR. -: This says when it is covered it will be used - when

the position is covered.
25X1A9a MR.-: I don't think there would be any cobjection to that,
because everybody participates in preparing them.
MR, KIRKPATRICK: Paragraph 6. - Procedures. Any question on
this sentence on procedures?
Paragraph 7. - Exceptions. "Any exceptions to the policies, re-

quirements or ;brocedures in this Regulation will be requested of the Assistant

- 22 -
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Director for Personnel in a memorendum of Justification attached to Standsrd
Form 52." Any objection?
Next sentence: "If the exception involves promotion to a grede

higher than GS-11, the Standard Form 52 and the attached memorandum will

be routed to the Assistant Director for Personnel through the sppropriate

Deputy Director for his indorsement.”
25X1A9%a MR.JJ: vwv? Why loed down the Deputy Directors with that?
I don't see any point in that at ell. That is what they have Career Service
Boards and people like that for. ;

MR, _ Why not cut it off after "Assistant Director for

Personnel'?

25X1A9%a

MR, KIRKPATRICK: Well, I think the point is to establish whose
signature is on the request for exception.
25X1A9a W [ st 15 rient.
MR. KIRKPATRICK: N'est’-ce pas?
25X1A9%a MR. : I think the appropriate head of the Career Service -
or in case of controversy in the senior grades all of them come to our DD/P
Cercer Service Board. We have it pretty well teped out.
MR, KIRKPATRICK: Harry, what would you buy in lieu of the Deputy
Directors' signatures? »
25X1A9a MR, B: 1 tbink ve are at the point where, if there is any
dispute in this thing, you want to get as high in the component as you can.
In some ceses it may be the appropriate Deputy Director or it may be the
AD Director, or the head of a Career Service Board. I think it hes to be
broader than just Deputy Director.
25X1A9%a MR. JJll: To require it to go to the Deputy Director I thimk is
not warranted. All he is going to do is call in the guy who would normally

sign it anyway, and say, "How about this, Joe?"

25X1A9a MR._: The head of the senior Career Service Boerd concerned?

25X1A9a MR, J: I don't know whether anybody has a senior Career
Service Board.

25X1A%a MR, ;e DD/A does.

25X1A9a MR, Jll: Ve heve one that is across the board.

MR, KIRKPATRICK: Well, if you say "senior Career Service Board"
you are actually landing on what is your senlor board.

25X1A%a MR. Jl: could we settle for "the appropriate Deputy Director or
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his designee"?
MR. KIRKPATRICK: If you put "or his designee" that would end up
on you in your area.
25X1A92 MR, JJJl: Acd thet is not appropriate as far as DD/P is con-
cerned.
MR, KIRKPATRICK: How about "the appropriste Deputy Director or
bis senior Career Service Board"? -
25X1A9a MR.JEE: He could designate anybody he wants to review these
tt;ings for him.
25X1A9a MR. -: Actually, I would prefer, when promoting to an 11,
12 apd 13, that it stay with the head of the Career Service concerned; and
sbove thet it comes to the Career Service Board.
25X1A%a R, [ I think the level is an importent consideration. The
G8-11 may be too low for this kind of high level action.
25X1A9a MR, JJ: Ve beve 1l4's and 15's coming to our senior bosrds.
25X1A9a R, [l In DD/A--this is just beginning now--all promotions
to 1l or 15 go to the DD/A, not necessarily to the Board but to the DD/A
himself, at least. So I think we should make a cut-off point between the 13
and 1h4.
25X1A%a MR. -: Why not cut this off at 1%, and leave it to the
Deputy--
MR. KTRKPATRICK: If & grade higher than a 13 then it goes to the
Deputy Director.
25X1A9a wr. JJll: °-.--tbroueh the appropriate Deputy Director..." and
I would like to put in here "or h;Ls senior Career Service Board."

25X1A%a i, [JJll: 1 tove in here "or his designee or the head of the

Career Service Board."

25X1A%a MR, R Vvill that cover you, Gene?
25X1A% v, N Yes
25X1A9a vR, JJlJ: Ir other words, the Deputy Director will have a

Cereer Service Board.

MR, KTRKPATRICK: "....the appropriate Deputy Director, or his
designee or senior Career Service Board." »

The next sentence reads: "The Assistant Director for Personnel
will finally approve or disapprove recommendations for exception, subject to

the review only by the Director of Central Tontelligence." Any comment?
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Next sentence: "Exceptions will be made only when it ig clearly
established that: (a) An employee was initially employed st & grade below
that for which he was qualified; or (v) An individuel 1s properly qualified
for promotion based pertly on his vexperience in government...."

25X1A%a vR.JJJl: I ovdect to the use of the .word "government" there.

“,...partly on his experience prior to his entry on duty...."

.« o OFf the record . .

25X1A9%a
MR.-: Actually, Ted, "a." takes care of employment at a

grade below thet for which qualified if it wesn't in government. This "in
government" is to take care of & problem that the DD/ I has.

MR, KIRKPATRICK: No, I think you need both of them, and leave
government out, because this can be any experience - in government, in business,
robbery, or anything.

25X1A9a MR, -: Okay. I was Jjust expleining why that was in there.
MR, KIRKPATRICK: gub-paragraph c. - "Such exception is necessary
o recognize and utilize an employee's outstanding aebility."
25X1A9a M. JJl: T think within those three we can live very heppily.
MR. KIRKPATRICK: Now let's go back and rejoin the battle.
25X1A9a MR. -: I'd like to raise the subject of the Personnel Eveluation
Report. If you don't heve it for the field yet we do have it on the books
for the departmental service, why can't we put something in here either ex-
cepting the field or a statement that "at such time as the Personnel Evalua-
tion Report is installed in the field"?
25X1A%9a vi. Il : vhy do we have to use the phrase in there at all?
25X1A93 R, BEBEE: Why do we have a personnel evalustion system? This,
Ted, was not put in here as a needle to get people to submit personnel
evaluations on time. Presumably the Personnel Evaluation Report is designed
for this very purpose, to determine who is qualified and what the position is.
25X1A9a ., : Put isn't that clearly stated in the Regulstion on
the PER program, thet those are to be used as a basis for determining the
competence of people?
MR. KIRKPATRICK: From the polnt of view of practicelity, we don't
have the PER's in the field. I don't think you want to put it in a Regulation
that if end when you put that in this applies. That is Just admitting our

own deficienciles. Consequently, George, the practical thing is to leave it
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out of this thing end see if we can't lick the field problem, and if it is
necesgsary, after this is published, we then add to it whatever we want to,
but that will be months before the field can start using PER's and sending
them in. 25X1A%9a

MR_ You could never convince me you had a better masn
than I had, based on PER's, knowing how the PER's are written. I have people
coming to me now raising the devil because there is a little statement here,
"This person works so hard that she is endangering her health - trying to
impress her ideas on people."” Well, she seys that damfthing forever. You

would never convince me from a PER.

25X1A%a MR. - It wasn't designed to. You said before you process a

25X1A9%9a

promotion in your own Board they have to have one that was written within 90
days - you place such reliance on it within your own bailiwick.
MR_ We take a look at it but we go back to the field
and ask for e narrative recommendation whether this person should be. promoted
or not promoted. We go through the formality of looking at the PER and if
that brings something to light, that is of use to us. But we don't depend

upon that at all.

25X1A9a MR You don't use the PER?
25X1A9%a MR, _ We use it normally because it is a part of a
gystem, and once in awhile somebody will tell the truth om it. ‘
25X1A%a MR. -: You have to find out if there is something very in-
consistent.
25X1A%a &, [: It's e velusble tool.
I R, [ Bvt it shouldn't be the sole besis.
25X1A9a MR, HHI: This says as demonstrsted or evidenced by a PER. I
have seen promotions go through here, General, where people have been promoted
and when you look et the PER those pecple actually should be dismissed - based
on the PER.
25X1A9a MR, -: You have the final signature. Nobody gets promoted
until you or Harry or some designated person in the Personnel Office signs
off. '
25X1A9a

MR. _ There are two things wrong with them: one is
that they don't tell the truth, and the second one is that a 27 year old is
reporting on a 26 year old, like a captein reporting on another ceptain -
and he's real enthusiastic sbout him. I would have one set of standards and
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they would all come out. I see every damn one - EVERY ONE. I go through
them all and I call in the people at home and say, "Why did you say this?"
And I write the people in the field and ask "Why did you say this" or "Why
not this?" Eventually we will get some pretty good PER's.

v MR. KIRKPATRICK: I think from g practical point of view to put it
in the Regulation we are licking ourselves before we start, because we do
have a tremendous educgtional program. And I think even with the best PER
we may come to the conclusion that we want a written statement with a promotion
action. That is, in effect, a PER at the time. In other words, "I've looked

25X1A% BB --: 1 1ove come to the following conclusions about him."

25X1A9a MR. J: Ard ve have already seid someplace in here that we
are making the individual go on record that this is the best qualified men
that he has.

MR. KIRKPATRICK: 1Let's see if we can't wrap this up in the next 1G
minutes. We have three parasgraphs that are controversial from the point of
view of getting us into competitive promotion system.

25X1A%9a MR 'L bw every one if we put on a time limit on
holding up my promotion for somebody better - if we pﬁ’c a 30 day limit, or
something like that.

25X1A%9a MR.- We have gone over that carefully and we feel sure

we can do it.29X1A9a

MR._ If you can do it I wouldn't argue sbout it, but
I'1l edmit I am hurt less than anybody else.

There is one other thing - if you tell me there is e man in TSS
who 1s better qualified for promotion than my man end he doesn't want to
come over and join my component, he should be allowed to say so.

MR, KIRKPATRICK: Well, I would recommend that in view of the fact
_‘bha.t the DD/P area, particularly, is recoiling rather violently at this
particular subject, that if the Board is willing we recommend to the full
Boerd at the Thursdey meeting that we try this out for six months and then
reconsider putting it in the Regulation, and that the Regulation be issued
in fhe meantime without it in, but at the end of a six month trial period
in which promotions that are recommended the AD/Personnel will come up with
the suggestions as outlined here, and see how it works on a six month trial
period, And at the end of s six month period give consideration to putting

it in the Regulation. Harry, would you buy that?
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25X1A9a MR. -: Buy what?
MR. KIRKPATRICK: I am talking sbout the first sentence in paragraph

2.a.(2) and paragraph 4.d.(3).

25X1A9a . [ Rievt.
25X1A9a M'R.-: Paragraph 4.b.(3) is the one you want to put in.
25X1A9a MR- We are going to add a 4.b.(3).

MR. KIRKPATRICK: The ones I am talking about are the first sentence
in paragraph 2.a.(2) and paragraph 4.4.(3), and I would suggest that that be
formularized for the Board.

25X1A9a . ;T thick thet is eppropriate.
VRIEIII: 111 vuy that, and T don't think we can do this ex-

25X1A9a
) cept on the basis of trial and error.

MR. KIRKPATRICK:; In that way we will be able to make the trial
and if the trial doesn't succeed we won't have embarrassed ourselves in
front of the Agency by trying something and then not having it work.

25X1A%a MR, -: I would recommend strongly, again, that paregrephs 3
and 4a. and 4b. be rewritten and simplified so that it is not confusing.

MR. KIRKPATRICK: I'll leave that up to you, Harry, if you think
that can be done. I would recommend that you do it. Then, on that basis,
do you think you cen have enother draft for Thursday to let the whole Board

look at it?

25X1A9a wJN: -

+ + o+ The meeting adjourned at 5:17 p.m. « « «
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